This paper looks at the challenges that most organizations face in the management of their work environments, with respect to the tools that they can use to effectively capture both the explicit and tacit knowledge held by their employees for subsequent reuse when decisions need to be made. The problem-identification workshop, which is a macroergonomic tool for enhancing the management of work environment in an organization, was tested in an organization.
I. INTRODUCTION
Despite many promising production concepts, organizational models and new technology developed during the last decades, most organizations continue to face a large gap between productivity increase expectations and real implementation of newly developed technologies. This observation has given rise to the thinking that for such gap to be removed, there is the need for the development of holistic knowledge that will help enhance managers' capability of effectively integrating the functionalities of the technical, organizational and human systems of their organizations as well as developing deep specialized knowledge and learning in each area.
It is argued by [1] that the consequence of rapid staff turnover, multi-skilling and a reduced workforce in most organizations is the loss of explicit and tacit business knowledge held by individuals. This knowledge is rarely captured, often difficult to codify and is most commonly transferred through personal experience. Not only is this knowledge difficult to capture, but transferring information and knowledge between disciplines is slow, inefficient and details like contextual information are often unintentionally omitted [1] .
Taking into account the fact that today, most organizations (such as those in the deep mine industry) are saddled with numerous work environment management challenges, the question that arises here is; what future oriented methods and/or tools can such organizations use in order to be able to capture both the explicit and tacit knowledge that are held by their employees. Addressing this question will require organizations to adopt a more intelligent and proactive approaches to capturing knowledge for subsequent reuse when decisions need to be made.
The purpose of this paper therefore, is to show the effectiveness of one such future-oriented approach, namely the problem-identification workshop, and the relevance of using it to enhance the management of the work environment in organizations.
Problem Identification Workshop
The problem-identification workshop is a form of future-oriented workshop [2] which is a very open process and which allow employees who would normally not express themselves at the workplace, but whose insights and concerns on the activities they undertake as well as observe in the organization are a useful resource to managers. In recent years, similar future-oriented methods have been applied to a much wider range of environments including companies, government departments and trade unions [3] . But as [4] observes, these traditional institutions are no longer as influential, respected, or popular as they once were. He argues that these institutions are gradually becoming uncertain about their current role and future mission, a situation that is making them to rethink what they are and where they are going. The rationale for such rethinking is that many of the organisations that exist today are internally divided and in turmoil, and hence uncertain of what to do [4] . Taking into account this observation, the issue of interest here is to understand the underlying process in carrying out the problem identification workshop.
The problem-identification workshop is a structured process with five defined phases [5, 6, 7] as listed below.
1) Preparation phase: This phase defines a clear, short and challenging 'theme' for the workshop, acceptable to all participants.
2) Experience phase: This phase highlights all problems (small or large) experienced by participants with regards to the workshop's theme. Participants are made to concentrate on only the "negative" side of the theme with the view that what is good does not need to be changed.
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3) Phantasy phase:
This phase is to make participant (employees) come out of the daily limitations that usually lead to restraint, traditional thinking and acting. This is due to the fact that people have many ideas that have never been expressed or formulated because they were framed in what they believe was right and possible. In fantasia, everything is possible. There are no barriers, no economic, personal, technical or organizational limitations. The idea is to develop future visions that had enough power to solve all the critical problems that the group is working with. 4) Strategy phase: In this phase, all the fantasies expressed by the participants are run through with the aim of finding possible barriers that could inhibit the realization of the fantasies. Participants discuss whether any of the barriers could be removed, and if yes, how and when? A programme/plan for the realization of the fantasies decided upon is then prepared. 5) Action phase: A complete report containing all the critical problems, fantasies as well as programmes/plans proposed by the workshop participants are prepared at this phase. This report can then become a future resource for ideas and actions, and an acknowledgement (feedback) for participants to see how hard, intensive and creative they have worked.
According to [5] , the practical prerequisite for running a successful problem-identification workshop is a well motivated participating group, a flexible and informal condition as well as two experienced and neutral workshop leaders. Problem-identification workshops have been used to identify various management problems, and to develop vision, ideas and action plan for improvement [5, 7] .
In this paper, therefore, the workshop that was held in one organization in an African country which experienced challenges in bridging a large gap between productivity increase expectations and real implementation of newly developed business practices to enhance the commercialisation of its activities is highlighted.
II. METHODOLOGY
The workshop was conducted under the general theme "the problem with our organization's efforts towards increased productivity". Seventeen employees representing management, senior staff and the junior staff participated. In order to facilitate the application of this technique, a workshop guide entitled "Conduction of Future Workshop: User's Guide for Workshop Leaders" [7] was used as a resource.
At the start of the workshop session, each participant was granted the opportunity to briefly describe a concrete problem that he/she has experienced in the organization. Instead of making the participants' voice out their problem statements, each of them was provided with a set of similar papers and pens (with no colour variation) on which to write their respective problem statements, eliminating the possibility of each statement source being identified by other participants. This made it easier for all the participants to express themselves genuinely and without showing any traces of apprehension by the presence of those in superior positions.
The written statements by each of the participants were re-written exactly and boldly on large sheets of paper until a point was reached whereby no one among the participants had any more critical problems to write out. Thereafter, the participants were made to vote on the listed problems, with each participant being allocated seven votes to be given to the most serious problems, of which two received three votes each and the remaining one receiving only one vote. After calculating the votes, the listed-problems were compiled in ranking order based on their total votes. Following this, critical problems were identified out of which the workshop sub-themes were developed. This was followed by assigning the remainder of the listed-problems to the most appropriate of the four discussion topics. Later, the participants were made to verify whether their expressed problems were listed under the appropriate topic. The discussion topics were then classified as workshop sub-themes which the participants used as platforms to discuss and come out with their solution proposals to the listed-problems. Fig. 1, 2 and 3 below show the three groups at different stages of their deliberations. Participants in each group phantasied the best solutions to help overcome the problems and/or constraints identified with their respective sub-themes. Participants came out of the daily limitations which usually lead to restraints, traditional thinking, and acting. As a result, many new ideas that the participants had in their unconsciousness popped up after thinking over their daily limitations. Everything was considered possible in this phase (i.e. no cultural barriers, and also no economic, personal, technical, and organizational limitations).
For each group, each member's fantasy was discussed with regards to its ability to solve one or more of the problems associated with the group's specific theme. Disagreement within the group was allowed and accepted. The phantasies developed by each group for specific subtheme were listed. Participants then conducted a Desirability (D) and Possibility (P) assessment of their various alternate solutions which allows for the practical choice of the most feasible.
A workshop report (one day after the workshop) detailing the entire proceeding (i.e. from the listedproblems to the solution proposals) was prepared and presented to the management of the organization with copies to each workshop participant for comments and verification.
III. RESULTS
In the problem identification phase, a catalogue of forty-one (41) problems/constraints as expressed by the participants was developed. After the voting process, the following 7 problems and/or constraints were deemed to be critical to the organization. Using the above-listed critical problems and/or constraints as guide, the participants developed the following three sub-themes for the workshop:
• Reorientation of staff attitudes towards the work.
• Lack of management commitment towards staff need (with emphasis on training, funding, and staff demotivation). • Marketing strategy.
The solutions (i.e. future visions) that were perceived to have enough power to solve all the critical problems and/or constraints identified under each of the three subthemes above, and the participants' assessment of the Desirability (D) and Possibility (P) of each solution are outlined below. The desirability and possibility assessment was to allow for the practical choice of the most feasible solutions. 
Solutions towards Reorienting Staff Attitudes to Work

Proposed Plan of Action Recommended To Management
Based on the desirability and possibility assessment highlighted above, and taking into consideration factors such as Economic, Technical, Organizational as well as existing organizational and societal Realities, the following strategies for change were developed. 1) Plan for reorienting staff attitudes towards work: The following actions were proposed as the required steps necessary for training staff on work ethics. • Supervision at all levels should be encouraged to set good examples.
2) Plan for overcoming perceived management's lack of commitment to organizational goals. The following actions were proposed for removing the existing barriers in the organization.
• Good business plan to convince funding agencies.
• Timely delivery as well as attitudinal change.
• Prices of goods and services must be affordable.
• Proper auditing.
• Better planning for the provision of inputs (i.e. advance and timely preparation of estimates). • Better remuneration.
• Monthly review of commercial activities.
• Constant monitoring of daily activities.
• Penalizing staff for non-conformity.
3) Plan for improving organization's marketing style: The following actions were proposed for developing stronger link between the organization and stakeholders in industries.
• Sustain already existing clients. • Win 10 new clients annually.
• Increase revenue by 70 %.
• Visit to key clients twice every year to discuss organization's services provision to them. • Invitation of key clients to organization's "end of
year" get-together. • Visit to industries to prospect for clients.
• Participating at trade fairs and exhibition.
• Provision of updated brochures.
All the above results were put together into a workshop report that was discussed with the managing director of the organization, and this resulted in the taking of remedial actions on some of the problems identified at the workshop and for which feasible solutions were proposed by the participants.
IV. DISCUSSION
The result above has shown that an organization is a social structure wherein employees can play a decisive role in improving its performance. Even though organizational change is known to be a difficult, time consuming, and expensive process, the creation of a participatory platform will bring to the fore a good understanding of cultural factors in organizations, including the way people interact with each other and commit themselves to organizational goals. The implication here is that management can develop a good understanding of their work environment and be able to enhance increased productivity as well as improve the quality of work life in their organizations by matching management methods and techniques to the organizational aspirations of their employees. This is because, as increased competition in global markets continues to impose higher challenges on innovation, productivity, and product quality, organizations also have to respond by having a knowledgeable workforce with broader skills who are flexible and motivated to share their knowledge with their management. To achieve this, an organizational structure and management system is required in which operators' knowledge and skill are continuously improved through education and training and the total company resources are fully utilized for optimum performance and for dealing with rapidly changing problems at work [8] . In this endeavor, by regarding employees as central to all their development initiatives, organizations can derive much benefit from their knowledge. As [9] argues, skills and knowledge should not be seen as things that are simply static and accumulated by individuals, but rather as things that are created and changed in socio-cultural contexts, through individual as well as collective processes. The implication being that knowledge is not only a question of individual behaviour, but also about organization, power and identity [10] .
Because the introduction of new technology needs to be legitimized by the workers as well as by management, a number of studies have emphasized the significance of worker participation in the introduction process [11, 12] . According to [13] , effective participatory ergonomics program can take many forms. In this regard, the best program for any organization in any culture may depend on its own unique history, structure and culture. The problem-identification workshop is thus a useful macroergonomic approach that can help organizations develop their best and unique programs that they can use to enhance the management of their work environments towards increased productivity.
V. CONCLUSION
Based on the discussion above, it could be said that the problem-identification workshop is good method for identifying organizational problems and developing feasible and acceptable solutions for improvement. It also created a platform that enhances cooperation between managers and employees in a participatory problemsolving process. It is a socio-pedagogic method for the identification of a common problem, development of a vision, ideas and action plan among a group of people concerned. The technique can be used as a participatory intervention method by managers in organizations. It can also be used as a good qualitative instrument for decisionmaking and work environment analysis.
